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CHAPTER I , 
INTROLUG TION 


At no time in the history of the United States Navy 
hag greater reeognition been given to the need for effeotive 
personnel adaintstrat ton than at the present. for many 
years the Navy has sponsored research programs for the de- 
volopaent of superior weapons. It bas also sponsored the 
training of specialists in those technical fields which pro- 
duce its equipment. This sponsorship ultiaately contri buted 
to the construction of the most powerful naval foree of all 
time. Today, the Savy is seeking to parallel in the field 
of human relations the scme degree of excellence that it has 
attained in electronics, in ordnanes, and in aaval aviation. 

„ Phase OF the program Tor the advancement of personae 
nel administration bas deen the selection of experienced of 
fileers for graduate study in leading universities. officers 
up to and including the rank of Captain, with broad combate 
ant and administrative experience, have been earolled in 
personnel courses at Stanford, Ohio state and Northwestern. 
These officers have been directed to examine the progreas 
chat has been wade in both educational sad industrial Insti- 
tutions toward the improvement of human relations and indi~ 
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vidual and group performance. It is expestes tant as a re- 
eult of thelr atudiles these officers will be qualified to 
take substantial contributions to the establishment and ain 
tenanee of aelentifieally developed personnel polleles and 


procedures throughout the naval service. 

it iw the alm of this study to examine the more preve 
alent theories as to what leadership consists of and to de- 
rive those principles whieh appear to be of speolal signuifieg 


— 


dance to the naval officer in his relations with enlisted 


mote Aue leadership seene to be ao closely tied in with 
the attributes of the leader, a portion of thie study will 
deal with personality traits, The subject of motivation has 
been included because an adequate knowledge of the needs and 
drives which influence human behavior 1s essential for a 
thorough understanding of the teehnfaues in the application 
of the principles of leadership. : 

There is a need for emphasis on the study of leader 
ship and motivation in the trainiag of junior officars, of- 
ficer candidates, and petty officers. The fundamental train= 
ing of our young offloers is at present largely in the sore 
technical areas of their profession. Yat, although the ad- 
ern naval officar or petty officer may have aany duties which 
reguire a high degree of technieal training and skill, his 
ultimate sueeess or fallure depends upon the reaulte he ob- 
tains as a leader of men. 


The sources of material for this study include of- 
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ficial doouments, both published and unpublished, and the 
published findiags and opinions of authorities on the sub- 
jects which are discussed, Augmenting these sources are the 
eriticisns ond suggestions of various naval officers and ene 
listed men, plus the writer's ¢ighteen years of experienes 
as a navel officer with three submarine commends during 
World War II. 

It ie hoped that thie study will be of value to 
those whe are interceted in understanding some of the probe 
lems and responsibilities of a naval officer and thet 1% may 
eontribute toward salntaining the high standards of perform 
ance whieh have long been characteristia of the Ue 3. Bavye 


WN een BS 1. om Oy * N tly * 
were e eee pes ede, 
1 


en eee 


n es ne c c aa 


SOR aS ie , gre eee TS . 


* 4 2 * ‘ ye a i 

Ag 1 * . 7 i . g . A ’ 4 N iy * 

8 1 1 oa * — 100 
fi ree eines ie . e Deen eer ‘ 


rs N. ll * RT We 3 ig Fe Te po Re ; 1 u 


' i * . a 
14 , * ; 8 P J : ¥ 
hw an 383 24 . 
1 of * 
1 . * 
re +1 7 af 
A * . 
4 2 N K. 
¥ 5 * * a uF f 
* 4% “iP . 2 * 9 Pal bd N 
— 8 2 0 
’ he “ ‘ 
. 
4, 
- 
band 4 
8 4 


CHAPTER 11 
E PROBLEM 


A young naval officer must deal with any human probe 
lema that are to hin complex and confualug. From one assign 
ment te the next he ay need to exercise hie ingenuity to the 
utmost In order to satisfy the decands of his superiora and 
tO obtain the co-operation of his subordinates, Although hie 
supervisory reaponalbllities may be quite limited in seope,. 
his performance as a leader wlll be of considerable laportance 
do him because it shapes the foundation ef hie service repu- 
tation, Years of conselentious atrugcle may be required to 
overcome the damage to a junior officer's reputation that re- 
sults from an early ineptness in human releationa. Dering 
the Closing months of Woria War II, a ad Gepartaent study 
found that the Juntor officer who was least wanted" on 
board his ship was so designated because he was poor et . 
Gling enlisted sen, sore often than for any other single 
reasoned 

In dealine with Bie baman oroblena, the young of} 
ficer is frequently handicapped by an Inadequate understande 
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ing of the principles of leadership and motivation that are 
most applieable in the analysis and control of the situations 
whieh ovafront bia. The guidance that a Junior officer ree 
selves from his seniors Is often contradlotory or so genere 
alized as to be of Little real value. One precept that has 
been given to junior officera in the past tells them that “A 
taut ehip is a happy ship.“ There 18, however, Little agrees 
went among Navy men as to what constitutes a teut ahip and 
there 13 inaufficlent evidence to aupport the taplied con- 
Glasion that a happy ship ia the seat valid erlterion of ef- 
fective leadership. The junier officer who does not receive 
reliable guidance gust cenersiiy develop his abilities as « 
leader through trial and error methods, 

It is not intended to Imply that leadership 18 somee 
thing that 18 readily attained, ner ie it easy to 4deseribe. 
The young officer cannot turn to a mental or handbook for 
the corract solutions of his personne] probleme with the 
seme confidence that he ean consult the Manual of engineer 
ing Inatructions when he needs to learn the sorrest proce- 
dure to ba used in "lighting off" a boller. There are ao 
hard and fast rules whieh will guarantees guecess in hugan 1 
relations. Sach a 1 tuation needs te be handled individually ß 
and whan different sen are Involved in identical situations, ) 
totally different solutions are often necessary. 

In the absence of standard methods and procedures \ 
for tie handling of human problems, the young officer needa 7 
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to study, observe, experimant, and decide for himself whioh 
course of action seems beat fitted to each situation with 
whieh he must deal, ventually, he may strike upon a series 
of principles waleh he will adept ae his general guides in 
dealing with his subordiaates. In selecting these principles, 
it is to be hoped that he will not disregard the knowledge 
that bas been made avallable through selentific studies of 
human behavior and that he will give eareful consideration 

to the needa and dealres of the man with whom he serves. 

The problem dealt with in this study is that of 66. 
veloping principles and practices of personnel motivation 
ani leadership whieh must be observed by the Junior officer 
if he Is to make a guess of his naval career, 

Tt ia not proposed to offer new solutions or tech- 
niques, but rather through a study of the relevant material 
in the flelda of leadership and setivation, te provide a 
syathesis of the findings of social and psychological n- 
vestizations which may cast sone additional light on the / 
laaderehip problems of the junior officer. 
| Havel leadership ie cancerned, on the junior officer 7 
| level, with those leader=-follower relationsnipa thet are 41 ( 
rot and personal. It requires a knowledge of the back 
ground and interesta of the wen who are to be led as well as 
A ¢lear couprehengion of the objectives to be attained by 
the group, It involves the behavior of men in a tust on 


where the leader has been assigned to a position of authority 
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and responsibility because of is previous training and po- 


1 
1 


{ 


tential ability. The problem of leadership on this level is 


orten coaplicated by the age factor it is te be expected 
that come enlisted pertonnel may be elder in both years and 


experience than the young officer, In such elrounstances, 
‘tact and understending on the part of the officer ere re- 
quired, 


The young offieer may Initially possess only that 
symbolle prestige which ‘a his by virtue of hia superior 
rank In the organization. He must recognize that if he is 


to develop into a competent leader, he will need to rein- ( 
1 


force or replace thie eymbolie prestige with actual persons 
prestige in the eres of those whee he gust Leafy that it 18 
necessary to demonstrate to hie men thet he ie in fact a 
leader=-their leader. | 

Tn thie study, motivation 1 considered as the em 
ploynent of cues or intentional stimuli for the purpose of 
eneratzing drives towards certain desired types of behavior, 
In this sense, sotivation may de regarded as an Instrunent 
or isedership whieh can be used by the officer who will sake 


the effort to learn the wants, interests, ettitudes and 


@motions of his men, The leader should learn how to use 
these drives most effeotively aa fulerune for the alignnent 
of individual and group behavior with the objectives of 
leadership. 

insofar ag la sracticable, this dissertation will be 
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limited to the basic aspects of motivation and leadership 
whieh are partievlarly applicable in the dally tasks of the 
navel officer, Therefore, ao atieapt will be made to ana- 
lyze or explain those highly inapirational acts which occur 
In tiaes of great energeney. The history and traditions of 
the United tate uv aave eatablished a pattern of bow 
havior lu extremely oritiesl situations whieh provides max 
terlal for a study in itself and requires no amplifieation 
herds 

An é#%amlnation of tae literature Indieates that prior 
do world ar IZ much thet wan written about aliitary leadere| 
ship aad motivation wae heavily loaded with platitedes and 
generalized rules of thumb for dealing wlth enlieted men. 
These writlags probably helped sone offieers to avold the 
more commen errors aade by inexperienced leaderg., Sut, 
probably because the writers lecked a oouprehensive bagke 
poor of payohology, they failed to mako substantial cen- 
tributions te a bebter understanding of the fundenental 
aelentific principles iuvolved in Altar leadership. 

With the onset of the var, a number of aupable edu 
oa vors, payobologista, and soelolociste were integrated in 
the armed foresees and were employed in positions whieh af} 
forded them opportunities te observe both objectively and 
subjectively, the Interplay of tha leader and mie followers 
in the militery situation, This situation led to more solen- 
tific inquiries in the field of allitary and saval leadership 
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than had hitherto been envisioned. Guring this period the 
first esearch Unit vas established in the Bureau of Naval 
Personnel. Originally this unit functioned as a part of the 
Training Division, bet later developed into a major division 
of the zureau and eventually enoompassed personnel problems 
In many areas in addition to training. 

In 194) the National Kesearch Council predused the 
firet complete work in which the whole body of psyehologieal 
knowledge was applied to the neede of the aracd services, 
The sembers of thie council, of whieh Edwin J. Boring was 
the chairman, incleded euch well known authorities as Gorden 
We Allport, “alter v. Singhas, Marjorie van de Water and 
others, This first work was followed in 1945 by a more 
nearly complete text bock which was published under the title 
of “Payehology for the Arued services.“ Other studies, 
which wore undertaken toth in the line of duty and as purely 
individual projects, have been reported in the various of- 
ficial publications and professional journals. 

Beseareh did not ewase with the termination of hose 
tilities, Tha office of Ravel Raseareh has awarded contracts 


— — ane 


to a number of lenking educations), institutions for the ine 


yeotigation of problems in many areas that are closely re- 


zuational Research Council, Paychology for th 
Fighting Man (Vaehington: The Infantry ür 7 | 


3 vawin Ge Goring, ikke * 8 noe fo at SY 
Services (Washington: The Infantry a 


0 


e 


: aa attains ae bemoloonsi diaw elits * — zh 
2 — atch Lene waded ee ee eee weer 
686—2— ne wont. an » 

— 0 . al areas wim al 5 


* 
a 
. 


shad 


3 —— wn A ssn cate — 
| — ——— en oF 
RM e eee anv Seow bee e eee 
— late been — — 9 — 
ie io eee eee abs act ede to 
NO 74 edd: AL iPod anmedvenan ose- din. . 


1 — 5 1 l ee . ana. 75 
e ash 5 4 


| 10 


lated to the leadership functions of the naval officer. A 
few typical ezasples of these * are indicated 
below: 


1. 4 Study of Leadership in Naval satablishments,. 
Gontragter: Ohio State University. 
Investigator: 8. Shartle. 


2. egeareh on Fundamental Froblens of Oreenizing Haman 
Behavior. 
Contractor: University of Kiehigans 
Investigator: A. Likert. 


J. Sxperimental Studies on Group Productivity and Cen- 
manteation Within Groupe. 
Contractor: Massachusettes Institute of Technology. 
Investigators: D. Gartwright and R. Lippitt. 


4% Base Studies of Leadership. 
Contractor: Univeralty of Hochester, 
Investigator: Le Carter. 


3. Field valuat on of Materiales on Leadership. 
Gontraoter: University of Maryland. 
Investivator: J. 4, Jenkins. 


one interesting observation on leaders and leadership 
whieh le eenteined in « preliminary report en the Chie State 
project ia es follows: 


It is not especially adiffieult tw find persons who 
are leaders, Tt is quite another matter to place these 
persons in different situations where they will be able 
to function as leaders, It becomes clear that an ade= 
dus te analysis of leadership involves not only « study 
of leaders, but alac of situations. 

The evidence gucgeats that leadership ia «a relation 
that exists between persons in a so¢ial eituation, and 
that persons who are leaders in one situation may not 
nesesgarily be leaders in other situations. 


In the chapters that follow, the situation in which 
the junior officer le expected to function as a leader has 


+a lph bi» Stegdill, “Fereonal faoters — with 
Leadership: «4 Survey of the Literature,” The : 


Deyehology, 25 (January, 1948), De 65. 
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been taken Inte consideratlon in determining the principles 
of activation and leadership that will be examined, 
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GHArTER IIT 
LADEN 


What ta leadership? Ta it an art, a solenee, or a 
irt? Can it be Learned or asquired by all people? What 
are the characteristieos whieh distinguleh a leader from a 
follower? Does naval or military leadership differ carkedly 
from other forms of leadership? What teehnique does the aue 
dessful leader use to get results? 


At the United States Maval Academy, midshipmen are 
taught thet leadership is “the art of imposing one's will 
upon others In uch a manner ag to command thelr obedlence, 
thelr confidence, their respest, and their loyal co-opere 
ation,*+ Here we have an inapirational definition of leade 
ership which has unquestionably been carefully selected for 
use in the traiaing of embryonic officers. This definition 
gets up standards of achievement which Bay not always be ate 
tained Sut which are highly desirable goals in the practice 


Of naval leadership. 


A widely cireuleted Navy handbook states thet Land- N 


G Dovel Leadership, sxecutive Departaent, Use Se 
Naval 4 Une, „ (mimeographed), pe 7. 
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ership ts that quality, inherent or sequired In = person 
which enables hin to achteve accomplishment from hie sub- 
ordinates by virtue of their whllingnese rather than by 
fores.** In this definition leadership 18 presented in 
terms of the aeeuptanges of the leader by the followers, 

Sails! paychclogistea have provided esa with a defle 
alt ien of lesderehip in terus of behavior, which, upon first 
reading, sens to be siuple and uncomplicated. Labiere and 
Farnsworth? conceive tt to be "behavior whieh effects the | 
behavior of other people more than thelr behavior affeeta 
that of the leader,” Fro this defialtion we may infer that 
when lenderghip has specifie objectives, the behavior of the 0 
leader must be such as will produce the desired results. 

All leadership in the Kavy ta expected to have well defined 
goals, some of which are general, while others are quite 
spediftie. 

Hany men in industrial and military organizations 
think of isadership elaply as the Malis of men, fuek 
thinking needs to be revised if leadership is considered to 
be behavior, The leader does sot actually handle wen, it ie 
hisawlf that he handles. 

The goncept of leadership as a kind of behavior 
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seems to be more renlistio and more workable than to de- 
soribe 10 as an art. Psychology shows us that while some 
degree of behavior may be luherent, auch of It can be ace 
quired through the process of learning. Leadership can be 
developed to sone degree In all persons who sre capable of 
learning. Mastery of an art io attainable by relatively few. 


Nominal Leadership 

Leadersaip ie exercised in varying degrees, depend- — 
ing upon the altuation in whieh it exists. dome situations 
result in merely nosinal leadership, such as is exercised by 
a lesturer in respect to his audience, Sach member of the 
audience may experience à different reaction to what the 
lecturer says and does, He may cause some sombera to revise 
thelr attitudes or beliefs, In others, he way merely cause 
boredom or induce sleep. 

The braf fle policesan at a busy Intersection may, to 
ame eztent, pose his 111 upon, or affeet the behavior of 
others in a morn positive and direst auanner than will the 
lecturer, Hoth the policanan and the Lecturar are exeraise 
ing nominal Leadership, although 1t Loe not generally recoge 
niged aa auch. 

Nominal leadership 16 also exzereised by the writer 
of a technies) aper if he influences his readers to the en- 
tent that they think or act in ways thet are even aligktly 
different from the way they would think or net if they had 


not read his paper, Thus, it oan be seen that nominal leade 
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arnhip ig possible oven at great diatances, In the Navy, 
nominal Leaderahip 1 exeraiged to a considerable extent by 
atarf and Bureau organizations, Nominal leadership 1 not 
often practiosd by the junlor offloer and for thie reason it 
will not bo considered further in thie study. 


Direct Leadership 

In the man+toemen situation in whieh the Junior of _ 
leer functions on board ship, he is galled upon to exerolse | 
actual, direct, personal leadership, Here ie where the of- 
ficer'a behavior affects the behavior of Als men, and, al- 
though he may be unaware of It, their behavior will have 
sone effect on him. iiere la where he le expected to command — 
ebedlesce and respect, to inspire confidence and so-aper~ 
ation. In order to determine what forns his behavior should 
take to accomplish these effects we need to further examine 
Leadership in ite relation te situations, 


Any discussion of leadership would ba meaningless 
without reference to the sogial altuation in whieh 1t arises. 
Lewin“ has provided us with à useful concept for understand - 
ing leadership in relation te the aoelal sitaution. 

The three conditions of autocraey, demmeracy, and 
laleses-faire are pereeived as having à triangular relation- 


“kurt Lewin, “The Dynaales of Group at on, 
Long Aera 1219-200, January, 1. 
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LAIDOUS~FALTRE 


AUTOCRACY DEMOCRACY 


Pies le=-Aelations bebween Autocracy, Demoorney, and 
Lalsses-Halre. 


ahip, each having control and responsibility differently 
placed, As the social eltuation changes from democratic to 
auteeratic, the freedom of the individual 1 reduced and the 
authority of the leader increases, Setween either democracy 
or sutoeragy and lnissecefaire, the freedom of the individe 
ual approaches 4 maximum and leadership becomes inereasingly 
less effective. In thie trianele, both autoeraey and democe 
racy mean Leadership, discipline, and organization as op- 
posed to the ehaes of laissez-faire. 


jutooratic Leadership 
autoeratie leadership rules men without consulting 
them. it may be extremely harsh or comparatively sild, of 
the autocratic leader, ogardus gays: 


(He) ia objective, overt, positive. He kaows what 
ought to be done, what he wants to 40, and he drives a- 
head to that end. Ne proeeeds agearesaively and obtru- 
sively. Ho commends and organizes. he captivates and 
peralyzes. On oceasion he soves with preels ton; again, 
he blusters and storms. He exercloes great freedom, 
acting as d lew unto hiseelf’, Ne risks hie life. He is 
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Group. decision and group responsibility are 14 
mized under autocratia leadership. The objectives of the 
leader take precedence over the wishes of the individuals. 
This eondition causes frustrations within the group which 
frequently lead to aggressive action towards other groups. 

In an experiment csondugted to observe the effeots of 
autocratic, demeratic, and lealasegefalre leadership in boys“ 
Glubsa, Lippitt and white® found that those whose home traine 
Lan had been strict had the least 4iffieulty in aeking ad- 
justment to autocratic leadership. In Nagi Germany, Hitler 
made good use of the early training of German youth to in- 
still in thea seceptanes of the autooratle leadership of the 
State. By encoureging perasoution of the Jews, Hitler pro- 
vided an outlet for the frustration whieh hia leadership 
produeed. 

hen leadership in the boys“ olubs changed from 
autocratic to a freer soclal atsosphere, there were observed 
Ereat oubburste of horse play betwoon members during the 
first few days in either the deneratle or the laleseuefalre 
situstlon. 
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Denooratic Leadership 

In the completely demosratic situation, the autheore 
ity of the leader is given to hia by common agreement of the 
group. The leader does not dominate; rather, It la the group 
will that dominates, In this situation, lesdership develops 
out of the comaon needs of the group. It attempts to satise 
fy these needs by atinulating thet group behavior whieh will 
result in achieving the desired objeotives, 

van though the leader aay not have been elected by 
the group, it ia still powsible for him to rule in a deno- 
@ratic manner. He can learn the needa of the group and exere 
Gise his leadership se as to satisfy many of them, ie may — 
encourage suggestions aa to bow te solve group probleas, 
Frequently, the group say suggest solutions whieh have ale 
ready been decided upon by the leader, These suggestions 
are valuable decause they are more readily avcepted when 
they oom from the group than when they are imposed by au- 
thority. A democraticnlly led group may beeome highly disei« 
plined and efficient. 

the part that followers take in leadership is indie 
gated by Lewin as follows: 

in pfavtae cuget e 
not be carried through without the followers slaying oer 


tain eomplenentary roles, ae. those of an autocratic 
or of a democratio follower, 
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7 nothing ean be gained by trying to prove that Ieader- 

abi in the Savy Ia democratic or that 1t 19 whelly auto- 

| eratic, The responsibilities of the Navy for the defense of 
the Ratlon are well recognised and ageepted. Lixewise, the 
duties of Navy offileers and petty officers whieh must be pore 
formed in earrying out the over-all responsibility of the 
“avy aie woll defined. The necessity for the leaders to per- 
form their assigned duties ie no more open to question than 
is the necessity for the Navy to act in defense of the coun 
try. 

Some of the tasks required of naval officers gan be 
aseomplished more effeetively through autoeratio leadership, 
nome through demooratio leadership. The captain of a sub- 
marine does not consult his subordinetes to learn which ship 
In an oneay convoy they want to attack, or whether they wish 
to attack at 211, The gane captain will consult with and 
consider the suggestions of his heads of departments when 
Planniag the work that will be done in an overhaul period, 
These heada of departments will probably have already eon 
aulted with their men to determine the work that ie required 
in gach departments | 

In garrying out his responsibilities, the naval of- 
ficer often finds it possible to elect either democratic or 
sutoeratle leaderahip. In such cases, the sholee he makes 


le probably of leas songequence than the manner in which his 
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leadership is sxercised. autoeratic leadership can be fully 
ae cousicgerate anc friendly as can democratic leadership. 

Different situations and fenetions clearly require 
aitferent techniques of leadership. Uuring the recent war, 
gone offieera who had been rated ae average or below in per- 
Forming thelr peacetiae duties proved to be outstanding in 
combat conditions, Sogerdus eommenta as follows: 

One type of ability mey spell leadership in « given | 

qe is the Parete, sigmssinn® , 


important as mental ebllity and eapacity in the develope 
ment of leadership. 


Several studies bave been made for the purpose of 
deteruining the personal characteristics that dietinguish 
leaders from followers, Ine there probably have been oute 
standing personalities in nearly el] groups, it would assem 
Likely that it might be possible to discever à pattern of 
personal trait whieh are typically indicative of leadership, 
Suck facters as heredity, weleht, helent, intellicence, 
eoholarship, and extroverslon-introvergion have been Investiq- 
gated in the search for common characteristies in leaders, 

Tears ago lt wae thought that heredity vas the major 
factor in the deternination of leadership, that “Like pro- 
duces like.” Veatizes of this concept remain today in the 
transfer of royal tities in many countries, There la some 
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evidence whioh indicates that a slightly larger percentage 
of superior offepring arise fron distinguished parents than 
from the mage of mediocre parents, “Studies of latelligence 
in relation to heredity hava shown that ohlldren of superior 
parents will tend to be above the average of the population, 
but not as far above the average as are thelr parents! on 
the other hand, children of below average parents will tend 
to be below the average of the population, but not as far 
below as their parents. Thus, the offspring of both eupe= 
rior and Inferlor parents will tend to regress toward the 
mean of the population. 

Statisties have been secumilated on the physical 
characteristics of leaders in Geolleges, of cutataniing busi⸗ 
ness executives, of top wen in government poaltions, and of 
famous leaders of past generations, These deta indleate that, 
in general, the physical characteristics of the leaders do 
not differ in any alguifieant way from the average of their 
aroups. A few leaders have possessed great physical strength — 
but there have been others who were snall and weak. 

i @0mmary of the findings that have been obtained in 
studies to deteraine the personal charaeteristles of leaders 
ie given by Stegdil as follows: 

The average person who ooguples a position of leade 
arahip exceeds tha average member of bia group In the 
following respecte: (1) Intelligence, (2) seholarship, 
tivity and social pexsieipation, aah (3) e 


Statuses | 
The qualities, characteristics and skills required 


mye | | IX 
. eee septal — n 4060 avtubtna olde pemabive 


e eee een le sort eons aasee wosnageE Ye 
eee eee ee eee Be Geet e ROT 


———— — be ne 
. eee eee ee cn eee oi? evEKD e e sou dud 
—..—— — — a 


eee 
| enolteloqeg de 20 neem 
‘noes eves aoltelsase 

; i e e elds! resonate 
\dmomeneveg 1 ane qo! 30 yaovisvoexe e 
1 sont ele enen snag ze erodes! gene 
e eoldetwedetoce Lesbe wid od? . fenen l 
: ee next Yow desi lasle we at walt 404 
— eved gxobeel wo : „enn 
bac Se ee 
. 
jetrosomaio igucateg vun onintegeh od eetbute 
| ellen Lees vt e at 


ae 


“ 5 | Ld 
J hoe Nin 
RN 5 


ie 1 ae gel 2. ; N Nan 14 mn 


2⁴ 


in a leader are determined to a large extent the de» 
manda of the situsetion in whieh be is to funetion as a 
leader. 
with regard to intelligence, it might be well to 
note that the leaders are tgunlly only slightly above the 
average and that an individual who is markedly superior in | 
intelligence to the others in the group ie seldom accepted 


as their leader, 


Me fTraite Expected in Leaders 
Yi In addition to attempting to learn what character- 
istios Leaders actually have, investigations have boon cone 
ducted In an effort to discover what factors people consider 
to be important in their leaders. A ilat of ten traits 
which seen to be "ldeally desirable” {ts provided by Ordway 
fead; these aret (1) Physics] and nervous energy, (2) A 
sense of purpose and direetion, (3) Sathuelasm, (4) Priend- 
lineas and effeetion, (5) Integrity, (6) Technical mastery, 
(7) Deelaiveness, (] Intelligence, (9) Teaching skill, 
(10) Peith.2° 

Hot many men dan be found who possess 21] of these 
id@al trait. All sen have thelr weaknesses and thelr 
etrengtis and there ere certainly sone euecesarul loaders 
who do not have more than five or 31 of these ideally de- 


sirable characteristica, However, singe cost of these traite 
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seem possible to aegulre with sone effort, the aan who wants 
to become a leader oan conselously do nuch toward developing 
thea within hiaself, 

In thie diagussion of the persgnality sharaeteria- 
ties of a leader we must not lese sight of the Laportant 
part that the situat ton hae In determialng leadership. - 
gardless of the afmilrable peraonal qualities that an indie 
vidual aay poscess, ho must always tit in with the needs of 
the situation for leadership to ezist. | 

Poe Skill seguired in Neval Leaderahiy 
, xu addition to desirable personal characteristios, 
the naval offieer must develop certain akille if he lo te 
enact affectively the role of a leader in the situationa 
with whieh he aust deal, 

Sk111 in organizing 16 of partioular importance in 
neval leadership. Perhaps the first organization that 8a. 
leted wae a allitary organization. Sasentially, organi- 
wation is a form of discipline, whieh 1f properly accouplished, 
dan contribute lasensely to sueseesful leadership. 

Grganigation is sot a mere abstractions on the cone 
trary, it @an and ahould be dynamie. Yhe principles of ore 
Santaat ion do not bang, bet organizations aust sontinue 
ously chance to meet the requirements of « particular eltu- 
ation. The primary objective of organization should be to 
facilitate eo-ordination ao as to beat achieve the purposes 


of the group. 
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The type of organization which is most often used by 
the Junior officer iu the straight line orgunizstion in which 
authority and remponsiblilty are fixed is s direct chain of 
comand, Ee shonld sleo be familiar with the line and staff 
erganigetion as it exists in the day and the funetional 
type of orgenization which may da used te advantage for 
Special types of work. 


the ideal of sound organization ecoording te Spriegel 
is "to fiz reeponsibility se lew in the organization as cone 
vetente exiete ta caaune the reapons{bility."2 ‘Sone officers 
are relugtant to elegate authority because they fear thet the 
authority and respons bility ere sore than the subordinate oan 
handle. Much een be done to overcome thie feeling of ins- 
curity on the part of the leader if he will give more ate 
tention to the training of his subordinates to ineresse their 
eepabliities for accepting authority and reapensibllity. 

Not only do leaders gometimes fail to delegate au- 
Bhority, Sut, as Sagardus points out in the fellowing sore] 
graph, they any even fail te preperly delegate the work that 
needs to be dong. 

ne difficulty is that so few leaders are able to 

properly delegate work to others. A lander often does 
ah sore than he seeds to and henee handicaps himself. 
Many take thencelven too seriously and feel that no one 


else Gan do ao well as they. This tendeney isa an intro- 
vertive falling, Te teke one's work or self too serie 
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fessor insleted oa aeeting Lis ¢ 

because his students “would miga Hage ge — 

unn va re that even when he pag tye ie Some of the boys 
on the rear rows of agate in kis large 411 often spent 
a part of the clase hour in playing earda 


Skill in organization involves more than the prepa- 


ously undoes a leader. A Ore ee A Yo 
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ration of an attractive organisation chart. It requires a 
olear definition of duties, a fixing of reaponsidility and 
authority and an allocation of tasks in a manner that will 
best achieve the objectives of the group, 


Leadership in on organigation requires skill in the 
sommunieation of Ideas. The leader needa to have aome ablle 
ity as a teacher, In the Navy, thers are aun tastances 
where teaching and the communication of dessa gan take the 
place of a large amount of order civings 

The officer can obtain better co-operation from his 
nn and develop sore favorable attitudes t he not only tells 
| daa WHat ig Go be done, Sat alse states god rasen ac to 
| why Lt should te done. Enowlng why something is required or 
ifrested snkes the task more interesting and less diffieult; 
| and A a gonsequence, It contributes to the effeotivensaa of 
ite exsoution. 

The channels of comwnloation that are aged should 
bo definitely known, In general, the lings of comaunleation 
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and the linea of authority are the same. The regular chan- 
nel of communication, when ones established, should usually 
de used completely. To by-pass any step in the line of on- 
sunication aay lead to alalnterpretation and gonflicting 
Ideas. 


Skill in Planning and Directing 

The phage of a young offleer'a leadership whieh most 
often comes under the eritleal observation of his superiors 
i@ the skill with whieh he plane and directs the work of his 
subordinates. The qultitude ef tasks which must be acon 
plished a8 a matter of daily routine on board ship provides 
exeellent training opportunities for aequiring ekill in plane 
ning and directing. 

Yor effective co-ordination of the efforts of his 
aubordinates, the leader needs to consider the things that 
mast be done, the order in which they can best be accom= 
plished, and the sembera of the group who should be assigned 
to gach task, Planning involves both the delegation of au- 
therilty and sound deelelon king. 

The omking of declstons, as everyone Knows from per- 
sonal experience, ia a burdensome task, Offsetting the 
exiileration that may result from correst and successful 
decision and the relief that follows the teralnating of 
a struggle to deteruine lasues is the depression that 
comes from failure or error of decision and the frus- 
tration whieh ensues from uncertainty. Accordingly, it 
will be observed that man generally try to evold aking 
at ta beyond a limited degree when they are rather 


uneritical responses to Gonditions, The capacity of 
moat men te gake dagisions is quite narrow, although 
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done and of the capabilities of the men who are to do it. 
The general line officer in the wavy is expected to be quale 
ified to £111 a wide varlety of technical and administrative 
positions. At the Junior officer level, there is little 
specialisation, and even in the higher ranks, speclalization 
exists to a lesser degree than In other professions. In ore 
der to acquire the teechaicel knowledge he needs, a asval of- 
Fleer must devote a large amount of his tise to study. 

the Navy's system of education for officers includes 
a YoauteTreduate S¢hool, a ar College, two General Line 
Sehoola, and various Gunnery Seheols, Radar Schools, and 
other sgeolal courses, In addition, correspondence courses 
in many professional subjeets are also available to officers 
throughout the Navy. 

Of equal or greater importance than the knowledge of 
technical matters im a knowledge of human characterlatiosa 
and dshav lor, Yor suecess in hie work, the offileer gust de- 
velop eongidereble «bility in selecting and placing men An 
the jobs for which they are best equipped, peyohologically 
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as sell as technically. As 4 general rule, the officer 
works with the game group of men for & relatively brief 
period of time ag sompared with leaders in industry, Short 
term enlistaents and the Navy's poliey of rotation of duty 
assignments sombine to produce an extremely bleh rate of 
personnel turnover in many instances, It 18 not unusual to 
experiense an annual turn-over rate In a ship's crew that is 
well In exeesas of one hundred per conte 

These conditions make It imperative for officers to 
develop aystematlo procedures whieh wlll enable thes to ob- 
tain a Knowledge and understanding of the men with whom they 
serve. The Chief of the Bureau of Naval Personnel, Sear 
Admiral . Le Sprague, in a letter addressed to young of 
ficers in the Savy, has posed some questions that call for 
donalderable thought and effort on the part of each off leer. 
In part, he states: 


et know yo = Stop for a moment and ask 
yourtets 15 you Fea 5 yer man, Perhaps you are 
u vision Officer. da ao you about those sen 
who stand before you at wrulng muster? Which of then 
ars curried? lion many children have they? hich of 
thes have peraonal worrles--slexness at home, soney 
trouble? “hat part of the country do they come from? 
De you know the early environment of each of them? Have 
you some idea of their 20 en, ambitions; their thoughts 
for the future? You should, if you are to make the most 
of their gapabliities and help them to oorreet a fault 
or weakness that was overlooked in thelr youth, Thie 
Aon! mean that you should pry inte a Wants personal 
life; only that you should let Ala know that you. are 
intersated in hic as a person. Do they bring their 
troubles to you ia the Hnowledge that they will receive 
& Sympathetic hearing, sound adviee, intelligent culde 
ance? If they do, you will go far La your profession, 
I? they don't you should take time off for introspection. 
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a9 
Stedy yourself. Analyse your ghey e 
your peraonality traitea. Become a 

Much of the factual information that an offloer needa 
to have goneerning his men can be obtained from their service 
records, “uch laformation as age, marital status, aunber of 
dependent a, best scores, civilian edueation, and work experi~ 
ence 1 tabulated in the rat pages of each manta personnel 
Jacket. The extent to whieh an officer can profitably use 
these date varies with his own experience and the item of 
information with whieh he fa dealing. 

Some espeelal training 16 required for an intelligent 
understanding of the significance of the test scores that 
are listed. arly in Sis reerult training, each eniisted 
man 18 eiven a series of paychological tests. These aay in- 
Gluds a mechanienl aptitude teat, a numerienl reasoning test, 
a tlerical aptitude test, and a general classification test. 
The latter is essentielly a paper and penell type ef intele 
ligenes test. 

the officer should know something of the nature of 
the testa thet ere used and the relationships which have 
been found to hold between the scores on these beats and the 
probabilities of subsequent achievement. He needa, of scourge, 
much more than test seores, for, as Hinghac reminds us, 

4ptitudes indlesate potentialities. Aptitude tests 


Tear Admiral Ps Le Sprague, “Your Yeu and Tou- - un 
open letter te the Young officers of the vim 4 — 1 
Chief of Naval Personnel, United States erst 
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ure abilities and Interests, They ascertain what an 
iadividusl actually does in certain standardized situe 
ations, and from these measurements the estiaate of 

ity for futere accomplishment Is an inferenee--4 stat I- 
tical prommbility, not a eertalnty., Moreover, testa gan- 
not sample all the important aspects of behavior, nor 
plumb the deptha of vecations] purpose, wen with full 
da ta at hand, an inguirer's queatione regarding his oo" 
tudes gan 131 be answered precisely and with positive 
AESUPLERCE es 

vor an officer to know his men woll enough to give 
them tutelligent guidance and sound adviee he must develop 
„a type of human relationship that 18 not euslly aceomplianed, 
In the First place, there is the diffleulty of getting his 
men to foal free to diseusa thelr prableu with him. There 
Is an understandable reluctance on the part of enlisted men 
to approach an officer on natters of other than offielal 
business. 

Perhaps the dest step an officer gan take towards iu. 
proving hia Knowledge of hie men ie to arrange an informal 
interview with sach man in his unit and with each new man 
kat joins the organization, Sven though they are informal, 
thease interviews should be carefully planned and structured, 
The officer should review all the available information he 
dan get on each gan vefore the interview. It ia important 
that ue maintaln « friendly attitude throughout the Later- 
view and, insofar aa ia possible, he should avoid any dise 
play of authority, An all toe denon error in Interviewing 


ie to overtalk the interviewees, The objective should be to 


liwalter van Dyke Bingham, Aptitudes an 
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obtain, rather than to give informations, Questions should 
be limited to those that wlll help the elient to atick to 
the subject, and questions that dan de enawered by a apple 
"Yea" ox "No" should be avoided. 

One of the moat Interesting Lnterviewlng prograns 
that has ever deen recorded fe that which was conducted at 
the Hawthorne plant of the Western Kleetric Company, In 
thie program, the rules which the Interviewers devised to 
improve thelr Interviewing techniques were found to be trans- 
latable into simple rules for the eupervigor in handling Bis 
relations with his men, Heethileberger has provided an exe 
eellent presentation of these rules in the following summary: 


Those rules apply ta the first-line supervisor, as well 
an to the higher executive, In his relations to individe 
un ls with whom he haa faceetoeface contacts. 

Tue first rule le thet the supervisor should Listen 
patiently to what hia subordinate bas te say before 
making any comment himeelf. Probably the quickest way 
to stop a person from sufflolentiy expressing himself 18 
to interrupt. Of courses, it follows that, besides 118. 
tening and not interrupting, the ip ages should try 
te understand what his aubordinate ie say lung. Moreover, 
he ahould show hie interest in what is being eald, 

whe seeoné rule is thet the supervisor should ree 
frain from hasty disappretetion of hie eubordinate'ts 
oonduet.e it ie not his tuginess, In the first Instanee 
at least, to give advices or aoral adoonition, If the 
eeployee says, “Thies le a hell of a company to work for,” 
the attitude of the eupervisor should not be, Tut, tut, 
ny good man, you ara not apes ys Sage the proper spirit,” 
Tustead, Ke should try to get the employse to expreas 
hieself more fully by sexing why he feels ag he doce, 

In many inataness eaployees by themselves are not able 
to etate pragis@ly the particular sure of their 418 
satisfaction, tut if they are encouraged to talk freely 
the effect lo not merely emotional relief bat also the 
revelation to the oritical listener (and sometlaes even 
to the speaker Khieself) of the loous of the complaint. 
The third rule is that the supervisor should not 
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argue with his subordinate, It 1 futile to try to 
change sentiments oy logie. The best Mag Acinic the super 
visor to avold argunents ia to see that the eaployests 
sentiments do not get on his own. It will be remembered 
that when 111 told his employer that hig pleee rates 
were too low be s¢ted upon ale employer's own sentiaents,. 
The employer felt that he had to defend his wage rates. 
The fourth rule le that the supervisor ehould not 
pay exclusive attention to the manifeat content of the 
conversation. The tuterviewers had dlacovered that there 
is a tendeney to rationallze sentimeanta and that in ordi«~ 
nary sola! latereourse the participants are likely to 
become more interested in the truth of the rationalle 
zations than in the sentiments that are belng expressed, 


e © #& 4 

The fifth rule ia that the supervisor should Listen 
not only to what « person wants to say but also to what. 
he does nat want to say or cannot say without assistance. 
A person has diffieulty in talking about matters which 
are aseoointed with unpleaaant and painful experlences, 
and many sentioents tend to remain se muok in the back 
@round of a persons thinking that he is unaware of them, 
Tt 12 important to listen for what « person regards as 
ao obvieug and so camnon that 14 never oegura to hia to 
doubt or question it. These lmplielt aasunpt ons are of 
the greatest importance in assessing a person's values 
and gienifieances. How often one discerns whes Listen- 
Ing bo people the folloring aseumptions: that every~ 
thing that is not perfectly safe ia dangerous (the cone 
gon assumption of the hypoahondirise); that everything 
that le not perfectly eloan lea dirty (the fussy house 
xeeper); thet everything thet 16 not perfeatly good is 
bad {the Puritan); that everything that 18 not perfectly 
afficlest is inefficient (some «fficlency enginwers) > 
These are all false distinctions and oversinplifications. 


Some Liluainating information mlght be obtained when 
these rules are observed by an officer who seeka to learn 
the fucts behind due complaints of his men, An Laspectiag 
orfieear on a Bavy ship onse asked a e¢anmn what he thought 
‘of the food that was served, The agaman hesitantly replied, 


"it's very good sir, what there 1s of 1t.* When the officer 
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asked, "Don't they give you snough to oat?", the seaman 
quickly responded, "Gh yes slr, there's plenty te sat, such 
as it ls.” Further laquiry sight dave diselosed the fact 
that the seanan had intensely disliked hia tour of duty as a 
mans san and particulerly the work he was required to per- 
fora at the direction of the ship's cooks, 

One of the fundamental prerequisites of leadership, 
and, perhaps the most Lsportant, ls a thoroughly sound knowle 
edge of the persons who are to be led. The jualor officer 
who 1 anxious to become a successful leader can best 314 
the development of tiie huswn relationship ty Listening te 
hig men and learning ali he oan «bout their backgrounds, 
thelr attitudes, and their aeplratione, 

a A. 

Leadership is behavlor whieh affects the behavior of 
others and whieh the leader employs to shape the actions and 
attlitedes of his followers In conformance with hie own, It 
ean be developed to some extent in most people. It is Ser- 
eised in varying degrees from purely nominal leadership to 
actual and direet leadership. 

411 leadership must be considered in relation to the 
social situetion in whieh it existe. in a sompletely lais- 
sez~fuive sltuction leadership le non-exletest. Leadership 
in a deaooratioc altuation may be considered as group-cen- 
tered, while in the autoorat 10 Atustion It ia leader-een- 
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Naval leadership lnvolves many different situations 
and eonsequently It requires varying degrees of autocratic 
and democratic leadership. 

Individual differences are found among Leaders to 
approximately the game extent that they exist in followera, 
The leader in a group ie usually above the average in one or 
more important particulars. There are many ideal tralte 
that people look for in their leaders and these gan be ace 
quired to some extent by all persone, All leaders do not 
possese all of these desirable tralte. 

Leadership in the Savy Lavolves akill in organizing, 
skill in Tastrueting and in the communication of ideas, and 
@kill in planning and direeting, The naval officer ie ro- 9 
quired to have an extensive knowledge of professional sub- 9 
fecta,. In addition, he le expected to know auch about the 
mon with whom he serves, 

A Juntor offieer can greatly develop hia eapacity 
for Leadership by lisieniag to tise men in order to Kaow each 
of them as am individual. The rules whieh have been devised — 
for extensive Intervien ing programe in industry are useful 
to a leader in getting sequainted with bis subordinates. 
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CHAPTER IV 
WOTTY ATION 


| Motivation is concerned with the whys of human be- 

havior, When we attempt te dlecover why aen enliat in the 
Hav, why they expose themselves to dancer, or why they g 
Ae Ws Ge Ley We are seeking te learn the motives which bring 
about theae different behaviors. | The naval officer, in the 
role of a leader, is required to exercise control over the 
actions of ether men=<to produce results through thelr es! 
ordinated efforts, To be effective in this role, he needs 
to understand the sotivesa of man. | For, if he oan control 
their aotlves, he ean control the behavior which they will 
Cxpress s 

Wotivation 1s an aapect of leadership whieh 18 inti=~ 
mately related to the sorele, interests and attitudes of the 
individual membera of the group, Like leadership, sotivation 
le concerned with human behavior, about whieh auch remains to 
de learned. However, motivation is somewhat aore adaptable 
to sclentific research and, ae a result of this clreumstence, 
a few general principles of wotivation have been developed 
which way bw accepted with a reasonable degree of confidence. 

Literally, to motivate is te movee=to actuate, and 3 
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36 “i 
motive is anything that actustes, In the paychologiesl sense, 
motivation ls concerned with the inner forces whieh cause or 
influence human behavior, whieh in turn satiefies à need or 
desire, These needs, when they are considered as actuating 
forces are called drives. Thus the hunger drive is that 
whieh compels activity toward food seeking and eating. The 
thirst drive and the sex drive are other forces whieh result an 
In Obaervable behavior toward their saticfaction, 

A motivating situation hae both a subjective side 
and an objective side. The objeetive, or goal may de cone 
aidgereé as that which provides satisfaction or eratifleation 
of the subjective need or desire. The intensity of activity 
toward goal seeking will vary from time to time and from one 
individual to another In aceordance with the strength of the 
drive. During the recent wer wen whe were adrift in rubber 
life refte for weeks showed remarkable ingenuity and persiat- 
ence in their efforts to collect water to drink, 1 

Ia saättien to the univergal phsltolegleal erives, 
human behavior is caused by a nember of sell motives, some 
of which may be Innate although many of thea sean to be age 
quired as ea result of the envirenment. The list of social 
motives le indefinite, but it includes such things as grega= 
rlousness, acquisitiveness, self-asgertion, and puguaelty. 
Although these aotives Gannot be observed direatly, their 
existence dan be inferred through the expressions of human 


behovier to whieh they are aseribed. 


fit 


pie 3 — at “sed anion tas, ett at eee i ; 
* eue aeka- senen aaf ang ug d bene ale 

is „ neten n. ab de ber ee . en, N. 

7 2 oon — xenetnt les one — 9 


> 
Sa 1 
ah 


— avkoauate gattentgon 4 
6—6—ꝙ—ͤ 2 
eren dl gede de beable 
0 | „eee eee donede ade 201 es ten htt 


> = 4 N } 
1 ee eda 00 sonerehe: 222 a 


ru , Re een 8. b bene 1 20e ene ih 
| read 08 ame nose de Wen 46e nl 6e bes 46a XO 
e eee e eee en eee eee e 20 slueer e ef os 
AONE Ge. eee dove eee 61,400 yootoltebnl of eevison 
eee ee eee e- ios eanenerigiatupes. — a 
1 — — vevivas seedd dyoodes, |” 

ane. neee ods deu eee een, Od: ee eee 0 
lee . done ge tu od A0 vd 5 


2 aS: 4 ian 
> : > => 
* 2 rs 
vw = 1 a 
->" 5 — 
. = 
hy 
* 
DD 


ad oY (= 


aie 
37 


Much of the research that bas been accomplished in 
the field of autivetion bas been done in tis area Of Adu- 
ont lonal pereholegy, Tt bas been found that real Learning 
does not take place without motivation, and the problem of 
motivating the learner has been the subject of hundreds of 
studies, One of the sont evident results of these Luvestle 
gations has been the decrease in the use of corporal punlahe 
ment as a part of the teaching process, . 

In reoent years, and partieularly in Sagleand and „ 
United States, gansläsrahle attent ien Bae been fooused on the 
aubjest of aetivation in the imiustrial siteations ith the 
growth of the labor movement, unn employers for the Trat 
tine bwcame aware of the rant that men do not work for pay 
alone. Industrial paychologists were originally retained to 
aid in the selection of sore produstive workere from the ape 
plicante for employment. Zhen thay examined this robles 
thoroughly they found that aetual worker productivity often 
shows little relationship to ability. Fastors of far greater 
importance, they found, worse the workers’ interest in what 
they were doing and their attitudes towards their associates 
and particularly toward thelr supervisora, The subjeet of 


worker motivation pregested an eatirely new field for Inves- 

tigation and ome In which many queations atill remain to be 

answered. Fa) 
The junior officer in the Mevy le required to be a 


leader in seth the teaching situation and tn the wore situe 
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ation. In both of these roles, the extent of his eccomplish- 
ment will be largely determined by the aotivation which «x<- 
ists or oan be provided, If he is te avold axpending his 
energies frultlesaly, he will need to have aeme underatand- 
ing of the importance of motivation and of the actives mich 
affect the behavior of his . Lg 
In a survey regently conducted ameng Navy rearuita, 
the subjects were asked to sane the three aout important 
reasons why thay had desided to enllat, ‘The reaponses ine 
cluded twenty-five differeat zotives, these aoat frequently 
nentloned being: “Trade Tralniag“ (39.65); "Travel-adven- 
ture“ (28. 2): "To Get Away” (20.7%); "Pay-decurity™ (15.3%). 
Surveys af this type ars useful te an officer in providing 
ia with information on the sotives of als aan. With sush 
material ae a basta, he oan alao structure his interviews 
with then ao ag to improve hie knowledge of thelr sotives. ip 
An understanding of what men are interested in gan 
te of valuable assistancs in disseting their trainiag ana 
thelr work. For example, nearly every Savy job has its 
gountarpart in civilian life. In the ease of meu who have 
joined the Navy do learn a treda, this fact den be used to 
lacrease thelr interest in learning thei Savy Jobs. 
It is interestiag to note that both in industry daga 


in the Navy, pay is mentioned dy comparatively few men as 


lpeeru! survey gl, urea of Naval Personnel Re- 
seareh jotivity, -leld lesearck Section, June 1947 (almec~ 
graphed )» | 
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the det important objective which they seek in thely work. 
Many industriel surveys have found that high pay ranks in 
sixth place or lower. An atalysle of many worker=management 
disputes will often indicate that the basis of diesutisface 
tion lies eleewhere than in the mush publicised demands for 
higher pays 

Among payoheloviete there 1s alaoat universal agrees 
ment that when the bagie physlolestenl needa, such ae hunger, 
thiret, and sex have been satisfied, the most portant not i- 
vat ing featers in all individuals are the dealre for reesge 
altion and the desire for security, 


/ 


my 


The desire for recognition appears in various forme, 
Every man who has a job wants to feel that the work he la 
doing le important and that ite importance is recognized by 
hig superiors. ‘the soxewala of the motor launch and the 
ceptain of the ship are both setivatad to do à better Job 
when they feel that they are receiving the resognition they 
doserve. 

Praise ia a frequently used method of recognition, 
The intelligent leader will use praise as a seans of moti« 
vation but he will alse take care not to evereuse it. When 
praise ie used so often that 1t 1s almost a matter of routine 
it scon loses ites effectiveness as a stimulant. d exeep= 
tional performance should be overlooked, but to praise every 
routine task that has been performed in a satisfactory mane 
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ner will lessen the effeot of praise as a sans of motivation. 
Motivation through recognition dows not nesessarily 
require that the individuals be singled out as outstanding 
for any partloular reason, Nersly showlng an interest in 
people ae individasie rather then treating them aa automa~ 
sons often produces activation to a Pemarkable degrees, Thia | 
wag couviueingly deosaonetruted in thea Mawthornd axparinents,* 
wiich have beeooe a diasale ia the atudy of human reletions 
in Tadustry. v 
An gavly phage of this axpariment started out aa an 
atteaps to doteraiue tha effesta of ilLlualnetion on worker 
production. Two groups of workers of approximately equal 
abllity and productivity sera oslected for this study; one 
group worked under varying sonditiona of iilualaation, asd 
the other, the control graup, worked under unchanged eon 
ditions, uring the course of this experiment, the observers 
Gathered some detailed inforustion on the workers and 418. 
plays? considerable isterest in sash of than as intividuela, 
Throughout the gourse of the experiment it was found thet 
the rate of production of both groupe steadily inereased 
over what they hed ever previously attained, This, deapite 
the kuet that no physieal change whatsoever had been made In 
the working conditions ef the coatrol group. The eonclusion 
yeughed sas that as a result of the interest that had been 


ay, 7. RosthiLaberger and „ J+ Dickeon, aden 
d the worker (Gasbridge, tages: Harvard University Tesa, 
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shown ia the workera ad individuals, their abiitudes towards 
their work had improved to the extent that they were moti- 
vated toward greater productivity. 

A fairly alaple, yet often neglected sethod by which 
@ auperior ean provide recognition for the members of Ais 
group is to address them by thelr names, Wo man likes being 
sumnoned by a “Hey youl* The sewest senber of the group ene 
Joys a particularly eatisfying feeling of progress when hia 
superiors and his sssocintes have learned hie nemo. 

A few good staff officers exert their best efforts 
behind a Cloak of anonymity, but seat men wlll do better 
when their names are identified with thelr accomplishments, 
Yavorable sention of an individual's work in « ship's paper 
or other publication may help to ineresse bis Interest in 
his work. A man's nase, when used in such 4 manner as to 
reflect eredit upon him, ie a useful ald to motivation. 

Individuals seek recognition also as senbersa of sauce 
evasful or honored groupe. Seine identified with suck units 
serves to provide d feeling of togetherness whieh 18 an eae 
sential element for the establishment of a condition of high 
FMle, The work thet sn do as a group frequently seons 
more pleasant and setlefying than that whieh le dene Indie 
vidually. The recognition whieh results from belng an ace 
depted aenber of a distinguished group helps foster greater 
eo-operation among individuals and provides motivation for 


the goceomplishaent of conaon goals. 
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within the naval service, we have seen an example of 
outstanding achievement through group recognition and group 
motivation in the work ef the newly formed Sea Bee unite in 
World War II. The diffleulty which genf ronts large industrial 
organisations in developing a feeling of togetherness is deq- 
serived in the fellowing paragraph: 

One of the great disadvantages of modern productive. 
techniques ia that they fores many workers to do thelr 
work in paerehologies] Leolaution and make for a ¢lear 
dlatinetion between work and play, The old-tine erafte- 
san played and converged as he worked, but the modern 
man at the machine has little time to engage in friendly 
intercourss the tan working sext to him. The laperative 
need for leisure tlie and leisure-time activities in the 
modern world 16 a direst eongequanes of the fact that 
modern industrlal aethodisa take much of the fun out of 
work, Ths sommerclallaation of reereztion which has 
game about in recent years gan be traced to this facet 
and te the diseappesrance of the other soagenial situ- 
ations that formed so mush and such a satisfying rt 
of the life of the individual in the older order.“ 

{= le a buelliating and devastating experiences for a 
wan to be told to "keep his mind on his Job," or that he is 
expected to work and not to think, Yet, some otherwise ca- 
able Suparvisors, liner through their sections or their at- 
tituces, are guilty of attempting to suppress the thinking 
of thelr subordinates, Men will think regardless of how 
they are treated, and desirable outlets for their thinking 
Should be provided. nen men are dented all the information 
they want about what they are doing they will fall into the 


habit of tainking about thelr real or imagined erlevances. 


Fatohard r. Lablere and Paul &. Farnusworth, gels 
Paytholegy (New York: MoGraweHi1l Book Go., Ine, 1 7 
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Tue most effective utilization of personnel requires 


that recognition be given te the desire of auen to partielpate 


In the task of planning and thinking in matters that affect 
them, Men who feel free to offer suggestions and whe know 
that thelr good idesa wlll be used, are motivated to think 
gonstructively. The sense of participation whieh they gain 
through their thinking will tend to inerease thelr interest 
in thelr work and may promote valuable contributions toward 
the objectives of the organization. 
During recent years industrial organizations have 

adopted « wide variety of auggestion systems, hile all of 


these prograns have not been equally suseesaful, some of 


thes have produced awazing results. A picture of the finan- 


Glial savings sade possible through the use of a suggeation 
eysten ia contalsaed In the following report: 


The use of guvgestion boxes saved four plants under 
the same management $5,697,748 in four yours. — 
1941, 133 suggestions were recelved and three adop’ 
Ducking 14, 1.0 wuggestlons were received and 
ator itte baring 17 5871 ey 29 suggestions arts received 

G2 ado ted uring "1944 alone, 12.7 ge 5 A was 
ber gt es one, lip service wae paid to the 


— No publloity, no worker recognition, no eritten 


communieations with the workers werd employed. During 
phage two both publicity and petriotic appeal were used. 
Daring phase three, finaneial paymenta, recognition of 
workers and Supervisors, and prompt answering of mail. 
were practiced, 


From the above 1d Gan Ge geen that the manner of 
bandling suggestions das a direct effect dpon the number of 


Darts De vont, "The B une of Personnel 
al of Soolal ogy, 27 February, 1948, 
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suggestions recelved. The explanation for the faflure of 
many suggestion progrags often lies In the negligeat manner 
in whieh suggestions are bandled by management. 

AS yet, ao widewsonle suggestion system has been 
placed In operation In a naval or allitery organization, 
However, it le selther esseutial nor always desirable thet 
auggestions be handled through « formal system, The officer 
who 13 willing te listen to the suggestions of hia aan, to 
expand upon thes if necessary, and to use theme-and Let it 
be known where they game from, will go far toward providing 
hia organization with a suggestion systen that will be come 
plately adequate. 

Bull partielvation in the eotivities of an organi- 
gation ineludes participation in the thinking as well es in 
the work. The leader aust provide bie nen with laformtion 
and he wust bo receptive to thelr ideas and suggestions. 
fhe channels of communication need to be kept open in both 
directions. If sen ate speed lo wore eo-bperatively cad 
well, it ie important that recognition be given to thelr 
right te think. 


The deaire for eeeurlty is ¢lesely related to the 
das 1c physiological aseds, the need for food and shelter, 
both for the present and for the future. Jecurity in one's 
job or profeasion generally provides assurance of continued 


ingome, whieh in turn provides for the bastle needa of the 
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worker and his family, sven though the less of hie job may 
not result in actual bunger, it often means that he 18 unable 
te obtain many things whieh he oonsiders to be essentials. 

Surveys anone workers in industry show that employees 
often rank aeourity of employment at the top of the ilat of 
fastore whieh they hold to be faportant in thelr Jota.) g- 
nomie and personel socurlty are nearly always inpertent de- 
terminants in the cholee of an oecupation or plese of empley= 
ment. 

The Navy offers grester sacurity of employment then 
is usually found in industry, The officer or enlisted man in 
the Navy is freed from the uncerteiatios of esployment which 
ars gauged by the inetabllity of business conditions, and he 
ie asaured of ao career, which on a long tern basis, provides 
Eren tor economic security than he ordinarily finds In any 
type of civilian enployments for example, the typieal en- 
listed man who serves twenty years in the Navy can, at pres~ 
ent, tranafexr to the Tieet seserve with sa assured indone of 
5107. 25 per month. Such an ineome If purchased on an annul ty 
basis, would coat about thirty-two thoussad dollars. 6 

Seeurity, however, is not entirely a matter of oage 
nomie conditions, ‘The offleer whe assumes that there is 
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nothing further he can do to add to the segurity of his men 
after he has explained to then the finanglal advantages of a. 
neval career ig making a serious error, | 

Necuwgor considers that the outstanding character 
Ist 10 of the relationship between the subordinate and his 
superiors is his cependence upon them for the satisfaction 
ef his needa, and expecially of the need for security. He 
adide@s 

Peycholegically the dependence of the subordinate 

upon hia eupertora ia a fact of 3 ney eee 
ande, in part because of ite emotional siullarity te 

the dependence charaecteriatic of another tae 16 
lationghip: that between the ehild and hie parents. 
The eimllerity is sore then an ana logy. the adult 3b. 
ordinate'ts dependence upon hie superiors actually 
awakens certain emotiona and attitudes whieh were part 
ef hie chilgheod relationship with hia parents, are 
which apparently have long slnes been outerown, 

adult ie usually unawere of the similarity beesuse mont 
of this complex of alildnood emotions has been repressed. 
Although the emotione influence his behavior, they are 
not acoegnible to consciousness under ordinary olroume 
Sandes. 

Phe In bor-manggenent contracts whieh have been ne- 
ot iated zn rsssnt Fears demonstrate the extent to whieh an- 
ployees seek to protect themselves against real or imacined 
threats to thelr security. The actions of imnedlate supe- 
lors are often regarded as the source of these threats. 
Suberdinates, perhaps unknewingly recognizing their depend 


ones upon auperlors, will struggle to provide thenselves 


7peuglas MeCrecor, Conditions of Orfeetive Leader 
ship in the Industrial Organization" in Theadore ie Tenne 
Eugene L. Hartley and others, eds, Keadings tn 48 | 
chology, (New York: Henry Holt and Sompany » 1947), Pe . 
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with adequate measures of individual security. 

The underlying aspects of the dependenses of the aube 
ordinate upon hie superiors are canon at oll levels. ‘The 
deoatize for seeurtty whieh is found in the Industrial situ- 
ation is so lese prevalent ia the Navy. The subordinate in 
Industry la dependent upon his superiors for his job, for 
promotion, for pay, responsibility and prestige, In 2441 
tion te these things, the subordinate in the Navy iu depend« 
ent upon nie superiors for mach of his leleure time opper- 
pusities, for his ahore leave and liberty, and for other 
personal and a0olal satisfactions whieh are Seyond the ¢on- 
trol of the supervisor in Industry. 

The first oajor requirenent for satisfaction of the 
desire for security in the zubordinatels relation with his 
superior ia that of an ataonphere of approval. This atmsoge 
phere originates In the underlying attitudes of the auper to: 
In the manner in whieh he oonducte 411 of hia relationships 
with his subordinetes, The individuel whe fonetiong in on 
atmosphers of approval does nat hold back hia efforts in the 
Fear that he may uniatentionally arouse the ¢dlaplessure of 
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tle superior, we 
in the Pavy, 47 Das long been hold that “Loyalty dows 
begets loyalty 0. — rue loyalty implies confidence and a 
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sense of security. Gubordinates will have a feeling of se- 
curity only when thay know that they have the genuine ap- 

preval of thelr superters. Thies aust be complete approval 

of all that they do. Unt such time as thie condition gree 
valle, the subordinates will axist in an atemoephere of un- 

gerte inty and will regard the actions of thelr superiors with 
suspicion, as a threat to thelr gaeurity. hd 

Another requirenent for the seourlty of the aubordi- 
nate ig a thorough knowledge of wheat 1a expected of hin. 
With an understanding of thts, he is better able to function 
with sontidense and to obtain satisfaction af hin own needs, 

The foundation of this knowledre 18 based on an 
understanding of the polisies of the organiaation of which 
ha i¢ a part. (Theme nolieiea should be olearly stated and 
should be made Known d all who are atfeated by them. In 
addition to knowlne the banale palistes, the auberdinate 
needa to know the speoific rules and requletionsa whieh are 
apoiisavle to hie own sartioular position zn the organisa= 
tion. In the absense of an understanding of these things, 
thers will d sontinuinue uncertainty dus to the poesibllity 
of unintentional alastess, 

The seourity of the subordinate requirere that he 
have « definite knowledge of his place in the organisation, | 
hia duties, regponcibililities, and the limitations on his au- 
therity. The lack of this knowledge, especially on the bart 


of the lower leval supervisors, 13 responsible for auch in- 
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deslsion and confuslon. 

one of the abet important aseds of un benden in 
« subordinate goultion La to Bmow low he lo regarded in the 
eyes of hig auperior, d woe degree thie noed la provided | 
fer by periodic ratings of subordinates. ‘Too often, these — 
raubte anz lead to a false sense of security, and une ban | 
ness doncerns have recogniwed this danger by requiriag that 
every supervisor eoniuct private Gleaussions with each of 
kia aubsoréinstes fer the purpose of providing thes with « 
better understanding of how they ave Goltg, a snowladge of 
the personel peewlerities of the auverdinate's Lamediate 
augerlor alae helps toward Logreving Bia Bense of seourlty. 

Zu the Navy, one of the mout common obetucles in the 
woy of a sense of centinulus seourlty la the frequent leek 
of adwanne knowledge of changes whieh affect the Individual. 
Neeeseury ship movements und unexpected transfer orders serve 
to disrupt the lifes of Mavy sen in a eanner thst fs sot in 
BFD With the tesire Tor security.s anstand to change 
ig & common phenomenon among deu in all walks of life. is 
resistance cannot be completely overcoue, but It can ve 
greatly reduced If adequate atvance Laformation is ren on 
the ahangen that ere going te tuke plage, The Havez polly 
with regard to rotution of duty between sea and shore helps 
provide ome edvance information of changes that may be e. 
pected, Officers who have the responalbility for the trans- 
fer of yersonnel should be ooustantly aware of the desira~ 
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bility of udheriag te the established polleles and avoiding 
Sudden uilusked for dhandes Lusefay au is poeslbvles 

iu the relatlenshilp of the subordinate with hie ups 
rler, a third major requiresent for ueourlty Is that of some 
sistent Glecipline, an the known rules ave dloregaritad on 
ane o6degion ant utrigtly observed on another, à fealiug of — 
unoertalsty and insecurity is engendered, A lar umiesire 
able coudition regulte hen the subordinate fuile te bee ve 
dhe ungualified support of his superior for actions that are 
im line with the objestives of the opgunization, Seeurlty 
is devalopad through ooufidenee In knowing what ba expect 
from d . On the nad fur genalstent diseiplina, MeGreger es 
atatest } 


„„ „ „ bone Bubowtlinets mauet kuow that fallure So 
live up to his responsibilities, or to observe the rules 
whieh ara eeteblianed will result In punishment, very 
individual bss many wante whieh eoafliet with the de- 
made of hie Job. If he nens that Qreaxing the rules 
to satisfy these wants will almost inaevitebly result is 
the frustration of bie vital lengerenge neadse, self 
discipline will be leas difficult. If, on the other 
Hand, @iseiplines io tasonuletent and uncertain, lhe moy 
be Uhneieeearily den ing himself gatiefsction Sy obeying 
rules. “the ingeourity born of unoeriainty and ef suit, 
whieh ie inevitably a consequence of lax dieslpline, is 
Unpleasant and painful for the musordina tu. 

that frequently happens is this. ‘The superior, in 
trying to be a "good fellow,” falls to seintiain 4484 
pline and to obtain the standards of performance which 
Ie eee, His aubomiinateae-laiman elne striving 
to gabiafy thelr nasds- “take advantage of the altuation.* 
The superior then Gegina to disapprove of hie uner- 
nates (in spite of the feet that he is to blame for their 
eahavior). Ferhaps he "eracks down" on them, perhaps he 
sinply arows sore and more oritianl and disapproving. 
In elther event, decauss he has felled to establish come 
tent disetplins in — 4s Ema ery ponding goprowal 
her aro threatened, The : 
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ty on the bart of the aubordinates leads sas 50 a 
tazoniom, and therefore to further setionsa of eh the 
superior Qlaapproves, Thue u vielows eirele of ‘see 
proval —>~antagonletie acts — more disapproval —> *** 
Antagonlstle deus le got up., Ta the end it becomes ate | 
tremely diffieult to remedy a sltuation of this paren Me “be 
Chiusge seth guperior ant aubordkuste herve & © 

shoulder attitude which suet be abolished before ts te - 
lationship oan Laproves? 


The ile that an individuad . in an organ- 
Tat lon le of considerable Importance to him and he ie par- 
ticularly eoncerned that he not be placed In a position ine 
terior to that whieh he actually ocouplea, In industry, a 
sharp dietinetion is often made between office workers and 
shop workers. an office worker uno is transferred to a shop 
position may be greatly disturbed ever Ais loss of status 
even though his pay remains unchanged. 

Status cay be conferred or attained in various ways 
aueh as ty seniority or by means of symbols. In the Navy, 
status lw often Indloated by the cleaning statien te which 
the man is assigned or by the size or los blen of the locker 
in whieh Be keeps his possessions, 

Zu one large organigation desks were an Laportant 

She nese. Level Mad ee dsake eite Ob Miah 
of druvera, the ouparvieorsa had double pedestal Anke 


with two banks ef drawers, and 80 on, up to the a 
annaser who hed a arent big dwek of Taney woods. 
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& Slaple and practical way to obtain motivation 
through the exaployment of atatus ie to assign a title to 
as sany positions as is possible. One title whieh is fa« 
miiiur throughout the Navy ie that of "O11 King.“ The man 
who Looks after the distribution of fuel in the various 
tanks in a ship may be a Chief fetty Officer, or, on small 
Ships, he say be « Fireman. but he 18 probably motivated 
toward a better interest in his work by reason of the title 
that goes with bie duties, 

Status In an organieation helps provide satisfaction 
for the desire for security as well ae the desire for recog- 
nition, and anything that eadengers onets status le regarded 
as a threst to his sesurity, The alert leader will not ver- 
look the laportanee of status la bie dealings with Als sub- 


omlina tes. 


The desire for advancesent vrlginatea out of one's 
level of aepiratien, whieh ia defined by Mailer in tke fol- 
lowlug statenwnt: “What constitutes success and failure 16 
a relative gatter, and the payehelogiesnl process that deter- 
ines whether a particular action gives the satisfaction of 
succesa or the frustration of failure le one's level of aspi- 
ration, 11 


It has teen observed that a person's level of agpi- 


11 soraan Ke Se Maler, Payot gy in industry 
York: Houghton Mifflin Company, 1946), ps 264 
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vation will vary from time to time in accordance with the 
success or failure that io experienced in attaining his 
goals. Fran thie it say be Inferred that suess and fall 
ure are forms of reward and punishment whieh satisfy or deny 
the needa of the ago, 

The ambitious man hee a lot of self-notivation, And 
even where the level of agpiration remains fairly close bo 
getual performance, there Le a general bendeney for it te 
retain above rather than below actual performance, The han- 
nele of advancement should be kept open te as many cen as 
possible. Prometion polleles that are carefully formulated | 
and fairly adwinietered ean do aueh to maintain an optiaem 
of motivation through dealre for advancement. aa 

tt ls generally found that younger men want opportune 
ities while older men tend to prefer security. When Navy ree 
erulte were asked to name the reasons that would sake then 
want to reeenlist, *“Gatiefactory Promotion” waa the factor 
moet frequently mentioned.42 yet, during the personnel exe 
pangion that ascompantied worké War II it waa not unusual to 
find chief Petty Offieers with fifteen or twenty years serv« 
ice who had declined to te sonsidered for sdvancement to 
commissioned rank. These mon usually stated that they felt 
that the edditional responsibilities would be sore than they 
could handle. 


léngeruit Survey fl, Ope Gite, pe 3. 
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Sly 
Exuetire tion 

Up to this point we have been dealing with tie posi- 
tive aspects of motivation, the sablefaction of huaan needs 
ond how favorable attitudes and interests can da developed 
through the gatlefaction of these needs, The uva officer 
should also be aware of some of the effectea of negative t 
vation, the behavior that results frou the denfal of satle« 
action, or, frustration,. 

don who are dLeturbed by frustrating situations pro- 


Ps 


vide sany of our disciplinary easese=the malingerers, the 
overly anxious and the diseontented. Sone of these men have 
developed interests that ave In confiiet with their work in 
the Navy; others «way have never suseeoeded in making the ad- 
juvtment from civilian life, while ot111 others are disturbed 
by some raul or Imegined injastieos in the treatment they have 
received, Laziness 18 nearly always syaptomatiec of a lack of 
motivations 

ivery aonth, thousands of young men enter the Havy 
as recruits, At the present time, every recruit has volun 
terily enlisted, Fresumably, they have given sonsiderable 
thought to this step, and sost of them have had an oppare 
tunity to talk with soneone whe has served in the Navy -- other 
than the recruiters. Nevertheless, some of these sen will 
find 16 diffioult to adjust themselves to the pattern of vo- 
havior whieh the Navy requires of them, The deprivation of 
many of thelr former opportunities for pulse gratification 
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may reactivate early childhood attitudes of resentment. yA 

Those individuals who, when they are confronted wit 
diffieultiees with which they gannot effeetively cope, give 
up and revert to the Inadequate reactions of an earlier 
enildheod period, are aaid to be employing regressive bee 
havior, This may take the form of weeping, stasping the 
feet, cursing, or other actions wiien are typleal of 12. 

W Turi ty. 

A more frequently encountered reseten to frustra- 
tion 16s aegrenaive behavior, whieh in the broad meaning of 
the bern, includes auch actions as striking, threatening, 
and fighting as well ae such less observable responses at 
hatred, irritat ion, and resentment. The aggressive behavior 
way be directed toward the person er objeet which 16 per- 
eelved ta be the cause of the frustrations It may be die 
reoted at an innocent person or objeet-<-—a eeapegoat; it 
may de directed at one’s self, The ultimate in aggressive 
aetion toward one's self is, of course, suicide, 

In the Nevy, aa well aw in many other situations, 
the frustrating agest often cannot be directly attacked and 
perhaps, not even identified. In sueh instances the egerea- 
give ection may then be direoted against a shipmate, pos- 
sivly a donventlent aubordinate,. 

When it 1 definitely known that punishment will 
follow a direct aggressive action, this action may be ine 
hibited and replaced by an indirest aot of agaresaion. Thus, 
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@ man who hag been denied 4 very much wanted leave may be 
frustrated to the extant that he wante do abtagx ale aupe~ 
lor. zus, degause he knows that severe hunt ahnend ts care 
tain to rosult frou auch saetion, he aay instead proceed to 
violate several ainor vegulations or intentionally perform 
hie duties In a negligent manuer, 

Agacaselve behavior {9 not always to be eondecnad, 
hare are dien when Lt is highly deelrable as, for example, 
in a combat tuation where the esemy la the frustrating 
agente 

Anether somaon ad zustaent to frustration le teraed 
rationsligation. This ig the asorlbing of plausible but 
false motives to one's behavior, It 1a a form of ogo prow 
tection mlah ts (indulged in by all persona at times. The 
danger in ratilonaliaation 18 that it tends to become a habit. 
The san whe falle to win a promotion may be frostrated but 
he may attaupt to rationaliae the situation to hissel? and 
to othera by inelating that promotions ere sade on the basis 
of favoritieon rather than by merit. As a result of such 
rationalization he may be lesa favorably wotivated $0 try 
Lor a promotion in the future. 

Compensation as « getaed of adjustment to frustration 
ig often sharacteriaed by an Intenae atruggle to overcome 
aose deficlonoy, ty eonsclentious exercise nd vigorous 
living, a sigkly child may overcome hia early start and be- 
dome physically strong. Thie ia direot compensation of the 
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type which has been attributed to Theodore Koosevelt. Con- 
pensation may also appear in the form of some gontrasting 
quality, such as exgesaive boasting in the absence of real 
abllity. 

Two other foras of adjustment to frustration are ree 
pression and profeotion. These are probably leas common In 
the Savy than some of the other adjustments tut they aay be 
extremely diffieult to deal with if perattted to ast over 
@ long period of time, Aupression 18 the oonselous effort 
to deny the existence of a frustrated aeed, A can may reach 
the state where he hea succeeded in apparently forgetting 
that the need exiata, yet he omy experlence o continucus 418. 
turbance caused by an unconse eus desire for satiafaction of 
the need. 

Projegtion is the mechaniem of adjustment whereby the 
Individual projects his own suppressed wishes into others. 

& reformed dTrunka rd wao haw become a prohibitionlst may see 
hie euppressed desire for aloohol in people who are setually 
Quite temperate. 

an offleer cannot always prevent or avoid situations 
wiieh will eause frustration in hie men, ie can, however, 
through tolerance and understanding, help make the frustrate 
ing situation less palnful, #y veoognizing the conditions 
which bring about frustration and by providing substitute 
goals where possible, he oan often assist his sen in making 
satisfactory adjustments and thus enable them to avold seri- 
ous diffileultios, 
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Summary 
The behavior of individuals is determined to a large 


extent by the necessity for satlefying certain needs or 
drives. 11 people have Ia comnon a number of basic physlie- 
dal needs which result in observable behavior for their sate 
iafaction. In addition, there are alse many acquired social 
needs whieh serve to compel or sodify human behevior, Any 


person who can mpnigulate the aotives of others thereby ine 


fluences their behavior, Thus, a naval officer who can pre- 


: 
} 


sant his requirements in auch a canner as to make the socom 
plishment of the required tasks colneide with the satisface 
tion of his sen's needs, le exercieing leadership through 

| eotivation. Without motivation the willing and co-operutive | 
efforts of individuals cannct be obtained, 

The two major needs or drives whieh influence the be~ 
havior of men in the Navy are the desire for recognition and 
the desire for scourity. Satiafection of the desire for reo- 
ogul tion ie provided by the use of praise, by taking an in- 
terest in sen as individuals, and by regogniaing their right 
to partlelpate in the task of thinking. 

The desire for sedurity includes economia security 
for the satisfaction of the physiesl needs, security of sta- 
tus, and ecourity in one's relations with bile aesoclates, 
and especially with his euperiors, The security of a sub 
ordinate in his relations with his superiors requires that 


he exist in an atmosphere of approval, that he have a def - 
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nite knowledge of what is expected of Aim, and of what he 

aay expect from hia superiors. Seourlty ag a motivating 

factor 18 of greater laportance te older men than te younger | 
mon. he 

The dealre for status and the desire for advancement 
are other factors whieh Inf luenee the behavior of aan in the 
Havye It le generally found that young men are much Inter- 
ested in opportunities for advancement. P 

Little 18 secemplished in the absenee of motivation. 
and, when sen have strong desires whieh are in conflict with 
their Navy duties, an officer aay experlence diffieulty in 
obtaining the co-operative efforts whieh his leadership 18 
expected to produce. 

The navel offleer, in order to exercise control over 
the behavior of others, needs to have an intelligent under- 
gtunding of the relationsaip between motivation and behavior. 
He needs also to have a knowledge of the effeets ef frustra~- 
tion on behavior«<of the disturbegnesa which are caused by a 


7 


lack of gatiefection of an individual's needs or desires. 
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GHAPTAR V 
PRACTICAL APPLICATIONS 


In the two previous chapters we have been consider 
ing some of the principles of leadership and motivation 
which are of importence to the Junior officer in the Nuvy. 
Next, some practical applications of these principles will 
be auggested., ost of these techniques are in common use by 
successful officers, but a few of them have been developed 
ae a result of studies of human relations in other fields 
and have not as yet been widely used in the Navy. PFiret to 
be considered will ba those thinga whieh the leader can do 
for himaeif, and eeconi, those things which he san do for 


others to laureve his leadership. 


ae 
ba 
The peraonality of the leader plavs an lesortant 4 
part in the manner in while he exerciaes his Leaderahip, 
but, In the dass of the average officer, it 12 not advisable 
to attiompt to develop any partieulear type of personality. 
The personality whieh ie natural to the individuel ile gener- 
ally teat for his leadership. The leader who pretends to be 
what he le not exposes himself to the danger of ridleule, 
whieh can be fatal to his success. 
60 
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Because there 12 no perfect mold for leadership, 
there 18 no polnt in trying to shape one’s personality to | 
mateh that of any suocessful leader, regardless of the ada! 
vation that one may have for him, It la, of course, often 
profitable to study the methods of suecesasful sen, but the 
S@ltuatione In whieh these aethods wore exaployad aust be 
Gluarly understood, As ao essential ¢lesent of each sltu- 
ation, one should consider the personality of the leader. 

„ method which produced good results for one individual 
could ooncelvably produce fallure when dopied by a leader ‘ 
with a different type of personality. 

The first suggestion, then, for the aspiring leader 
le that he analyze his own personality for the purpose of 
deversining which form of behavior are beat for his leader 
ohip. . 

The practical exereles of leadership 18 concerned ) 
largely with the function of problem solving. very situ [ 
ation is in sone respects unique and requires ita own 30. LA 
lution in the light of tha faeta. The selentifie method of 
problem-solving la best deserived by listing the five steps 
involved in the crosess; these are;+ 


1. The statesent of the problem. From thia we should 
Obtaln a Glass congeption of the goal to be attained, 


2. The gathering together of all the pertinent facts In 
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the case. In Leadership problems, this includes all 

available data about the environment of the „ the 

situation, and about the leader bingelf, Care 

to be taken to differentiate clearly between reste 

and opinion. 

3. The analysis of the problem in the tent of all the 
facte. This ute calle inte operation the knowledge 
of the leader, hie Judgment and hia reasoning power. 
fais provides hin with a h pisture of the en- 
tire situation, 

4. The fornulat kon of « tentative oonelus ken- plan of 
ation and o aethod of carrylag it out. This gener 
ally involves the congiderction of, and the hole 
between, two or sore alvernste plang. 

3. The examination of the tentatively selected course 
of astien or eonelusion to determine whether or so% 
it is ¢onglatent with the facts, the experlense of 
thea Lander, and with the experiences of others. 

A second auggest ion far the self-laprovement of the 
Anpiriag leader la that he consider every aat of leadership 
u R problem in iteelf and learn to use the probles-solving 
asthod inatinetively. 

The habitual behavior of the Leader will bave a tree 
nondous effect on his suedess in influencing the behavior of 
his followers, He should always be aware of the faet that 
bie own setione get the stendards for those of hia group. 

If he hopes to aeintein proper disetpline among his subordi«~ 
nates he gust confor te the rules of the orgenization him 
self. The loyalty and enthusiasm of the Ladividuel sembers 
of the group are but a reflection of that of thelr leader 
and theirs Gan never be expected to execed his. 

There ara, of course, aan heblie whieh are so ob- 


viously bad for leadership that they searealy require con- 
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sideration bere. Neatness in personal appearance, as well 
as in all other reepeots, is of partieular Laportances in the 
Wavy. 11 offloers are expected to bs ol reunspeet in their 
henner of speaking, to shun the use of uncalled for profan= 
ity and saresam, and to euploy a cala end confident tone of. 
volee. ; 

Rvery person who has developed to asturlty in the 
noraal eaviromumant of the American familly, schools, and 
other goelal institut tons, hans « ressonnble knowledge of 
whieh personal hablte are sonaldered as being "hed." In 
general, he way ssaune that thoes bablte whieh are frowned 
upon by aur culture will detraet from one's leadership ablie 
Ltye 

i third suggestion for the self-ieorovement of the 
loader ie thet he Wanke perlodie self-appraigals for the pure 
pose of detecting and drr ing those nannerions whieh tend 


to weaken Alm In the eres of hie agsoulates, 


Techniques in j0te of Leadershiy 
Svery act of leadership should make the follower 
feel that ae long as Se ie doing his beat to follow, 
he will be secure and his efforts wlll resaive reeog~ 
nition. There are a great number of teshuiques that 
the leader way use to encourage these feellages. 
wae of the first opportunities thet an officer has 
to eaploy the above principle ocosura when he relieves his 


predecessor in the presence of hia newly sequired subordi-« 
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nates, All of ws have experienced the feeling of uncertainty 
whieh is involved in a change In admiaistration=-of the Spee 
ulation that aceompaniea the arrival of a "new bose.” aval 
oustom in this situation usually provides an officer with an 
oppertunity to meet hie new subordinates under favorable sone 
ditions and ta enlist their co-operation by relieving their 
feelinge of apprehension, 

An extreme example of how not to approach a new poe 
sition of authority is 111ustrated by the Latentiona of an 
officer who was enroute to take dosmand of a amall outlying 
boost. This prospective coamanding offleer stated te the 
writer that although he had no knowledge of the conditions 
which existed on the post, he tad already decided that ime 
mediately upon agauming command, he would direct that 411 
green fences be repainted red, and that all red fences be 
changed to green. This, he sald, would ineure that 211 hands 
knew that “the new bose had taken over." 

& lesder who is conecious of the needs of his new 
subordinates oan obtain thelr co-operation by assuring then 
thet there will be no rediosl change in polliey and that * 
ever changes are made will be the result of careful deliber= | 
ation and sensultation with those sancerned. Aegardlesa of ; 
whether he Is taxing over a good or a poor organigation, he 
should educate the personnel as to the need for changea bee 
fore they are ade, Ta no ease should he express or encoure 


age oritieles of the previous administration. 
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The morale of the organization is boosted when the 
new leader inf orus the personnel tint he has boon advised 
that all are doing a good Job and that they will be retained 
in their present positions, When he has had time to analyse 
the aituation, he ean gradually replace those whom he oon 
alders to be Lncompetent. | 

It le particularly dangerous for a new leader to ate 
tempt to cover up his ignoranes by blaffing, When an officer 
ie sew in an organization he should frequently call on his 
subordinates for advies on matters with whieh he ia not thore 
oughly familiar, Hy weleoming thelr suggestions and recom 
mendations, he not only improves his own knowledge of the 
eituetion, but aleo improves the sotivation of the group by 
giving them a sense of participation, 

* Junior offleer should lose no tine in learning as 
much about his mon as he dan, An oxeellent procedure for 
doing this e to arrange to have an inforesl interview with 
each man. When thie bas been accomplished he may find it 
advisable 66 establish a ayates whereby he interviews every 
man who joime or leaves the organization, 

A Friendly interview gan help satiefy the wen's dee 
sire for seourity and recognition and at the same time pro- 
vide the leader with much useful information. Although 
friendly and infermal, the Interview should be carefully 
planned and intelligently controlled. 

The interviewing officer must Insure that suitable 
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arrangements are made for the time and place of the Iater- 
view, and for hia on guldanes he should outline the items 
of information he neede to obtain. Until such time as he 
has become adept at interviewing, he should keep bie cheek 
list incousgieuoualy at hand, 

Tas time selected for the interviews should be suen 
ag will not interfere with the men's personal activities. 
About twenty to thirty minutes should be allowed for sach 
initiel interview. han a large number of men aust be seen 
in a brief period of (ins, « shorter Interview Is probably 
better than none at all, However, the officer who thinks he 
dan ind out all he needa to know about a san in five or ten 
minutes 13 usually deceiving himself. 

Careful consideration nesds be given to the selection 
of the place for the Interviews. an offlee Gr desk apace 
where freedom from Interference is agesured should be ande 
Available. 8 a general rule, jJualor officers ehould sot 
undertake to interview men in the offieer's meas room or 
bunk room and neither should the orew's living spaces be 
used for this purpose «hen other arrangements can ba made. 

The interviewer must keep in mind that he should do 
eonsiderably less than flity per cent of the talking. The 
objeetive 18 to get, rather than to give Inforwation., In 
many lnetences, « fair seount of skill will be required to 
get the interviewees to talk freely. <A generally successful 
wey to start « man talking about himself isa to inquire about 
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hia previous experience, This 18 = subject on which each 
individual san talk with the confidence and sutherity of an 
expert, and it will often bring out informtion that is use 
‘ful in determining if he has been properly placed in the or- 
ganisation, what type of training he requires, and what he 
auapires to dO. | 

When a an is found ta be having diffieulties or is 
In need of counseling, « tentative course of action should 
be set up and definite arrangements made for a subsequent 
interview with him, In the laterview, as in all sete of 
leadership, the offieer needa to be careful not to make prom 
ises which he knows he cannot fulfill. 

The interest, enthustagm, and ¢o-operation of men in 
positions ef sinor responsibility ean be streagthened through 
the use of group disevselons or conferences, any officers 
are known to consider conferences as a waste of time and 
quite often they are correct. Desultery conferences in any 
organization useally result frem a leek of planning and/or 
u lack of leadership. <4 conference whieh is leaderless 18 
often pointless. 

The group discussion setuod Lea particularly useful 
for training patty officers in the development of leadership 
qualities, In addition, 1t Lnereases the sense of particie 
pation of those present and thas serves to provide eotivation 
for improved performance, Individual thinking Le stimulated, 


now ideas and suggettions are encoursqed, and sutual undere 
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standing and agreement are enhanced, 

A detailed daseription of how to sonduct a conference 
will not be attempted here, But, it 1 recommended that 
avery officer will do well to aaeter the tachalque ef ont ar- 
shoe leadership early in bia garser. The rules are few and 
simple, and the prinelplea are similer to these for other 
acts of leadership. 

The range of subjects whieh might be dlecussed in 
conferences led by junior affleers ta aefficlently wide te 
permit a great number of Interesting and useful discussions, 
uch questions asa “How do you aQletinguleh between a good pete 
ty officer and a poor one?*, or "Whaat can we do to reduce the 
waete of supplies in this division?" alight profitably de dis- 
eussed, No attempt should be sede to reach decisions in mate 
ters on wileh the group ia without authority to act. 

‘the number of participants in a conference should be 
guall,. 14 to eight petty offileers in addition to the leader 
is about right. In general, the leader should state the prob- 
lem briefly and ¢learly, then keep the diseussion moving by 
tae use Gf follow-up questions, At the end of the sonference 
he should sumsariae what sean to have been agreed upen by 
the majority of the group. 

One writer on the subject lista the duties and qualie 
fleations of a goed diaceuagion leader as follows: 

5 at. a will emphasize that everyone is 


2, He must know techniques of procedure to be fal 
Lowed . 
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J. He should ba able to orsate Interest In the aub- 
feet of the 3 

&s #8 should keep the inforael diaoussion 22 
by having all members, including bimweelf, remain sea 
when talking. 

3. He should have a deep and abiding faith in people 
a denviotion that the eollective whladem and — 
of che members are almost always batter than the wi 
and —, of any single person in the . 

hould start and lose on times 


Fa rtleular attention should be given to Humber 5 on 
the above Liat. The conference leader my vontribute to tas 
discussion but he should not make the stake of looking upon 
the participants as an audience and proceed to deliver « lace 


ture. 


« 
we 
on 


AP wees sew development in naval warfare oF ia the 
material whith 1% employs imposes an additional burden apon 
tis junior offieer. ach year the weapons and @quingent 
with whieh he works become gore complex, more costly, and 
aere dangerous. The eolentifle knowledge that he eould prof} 
itebly uae 18 often wore than he aan possibly saequire,. It 
as alanat inevitable that he will ba glvan some taske for 
whieh bile teoshnical knowledge and experience are inadequate. 
Ia thease eltastionsa he will be dependent upon the knowledge 
And abilities of othera-~gnd upon hia gun leadershins 

aa bis rank and responeldllities Lnereage, he wiht 


Dada gore and mote dependent upon the performance of aie [ 
. } 


75. D. MaeGonnell, "Talking Things over, Ue Je Navy 
ing Sulletin, June, 1946, 9. 17. 
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subordinates for the suecesaful discharge of his dutigse 
Kegardless of the positica that be attains or tue progress : 
that io meade in the development of better equipseat, ne will | 
fing that tn his profeusion, there is no Limit to the applie 

ent lon of the principles of leaderahip and setivation. Ay 
mastering theae principles and the teehniques for thelr ape 
plication when ke 16 a Junior officer, he ackesa his 18004 

ate tasks less 4iffisult and alza prepares himself for ad- 
vancentat to positions of greater resgongibility where he 

will be reguired te organige, plan, co-ordinate, and command 

the aativities of large organizations. 
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